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i. iWTRoOUCTIUR 


fhe Line-Staff vrineis.e of Orgenization 


uci: has been written on tke subject of steal! orpani- 
2ation in bocss, management magagines, I:dusteial ressrta sand 
investi,ations b  varicus governmental ar,encies, Wost of It 
merely repeats tre basic assusptions on wnickt a staff organiza- 
tion is based, using different terms or a> roeci.ing the subjset 
Im a difrerent sar. RKasical:iy, towever, the functions of staff 
organization in Industrial enterprises is founded uoon the 
steff exoerienee of the military gervices. For toat reason, 
@li inaustriai staff organizaticns nave 1. common buckeround, 
and thodst. difverent writers ma. mexe adactaticons of the funds- 
mMentalis, it is a »arent that most staff organizaticns will have 
basic similarities. 

The fuct trat staffs may have certain cawmon charac- 
teristics in reevect to funetivuns, aunties, or metro’s in mu *av 
igs a lieitation u.on the organization within the individual 
Sstafl. The best crganization for any unit can depend, ani does 
G@VONG, “Ion a myriasc of variables which mast te tuzen int» econ- 
Sideration in enen individuai case. Since a staff is ugsigned 
to assist, it is obvicus that the ver}; nature of tie assistance 
required will influenee tne svecific staf! organisation. The 
lével of industry or of toe military at wrieh tne sia? 


ah 


a™ 
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serving will also ¢lace limitations on the starl! cevelo ment, 
And a last variable, but nut the least, are the ersonalities 
that make uy the atarf., Y“Whiie it is grante.: that a eoncest of 
organizing arcund avallabie sersonnel ls not souna, it is being 
done wery day, and its influence upon sound organizations can- 
not be discounted by looking the other way. 

The orincinle of Line-astaff organization, uvon whieh 
the concept of a staff is based, is not an item of discussion 
in this waver. It is assumed that this form of industrial and 
military organization is an accepted fuct; thet it is the most 
effective form of organization for large combinations. Although 
eertain principles of tris tyvoe of organization wili be mentioned 
im any discussion of the staff cortion, it is not considered 
necessary herein to justify 211 the orineciples nor to expiain 
the advanta, es of Line-staff organization over the cure lins or 
the sure funetional combination, Howewer, 4 brief explanation 
ig in order here. 

As one writer on the subject states: 

“Unser the Line and Staff wsrincinle of operations, 
the management has a means to delegate a Large meagure of 
responsibility and authority for administration to his Line 
Officers in the field, and it also scrovides him with a 
reechanism through which he may aelegate a large »easure of 


his responsibility for planning and results control to the 
Staff officers by his sicace,"+ 





J. Fisher, Discussion of the Line and Staff rrincivle 


of Or ganization (Pittsourgh, rennsylvania: Unitec States Stee 
Gorporation, February, 1950) 
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The above article indicates that the Line officers 
stiii have responsibility, and tnese relations wili be discussed 
further in another section of the caper, in order to clarify 
the oosition of the staff denartment in the line-staff organi- 
gation note the foliowing definition from "The Kanagement Dic- 
tionary"; 

"Staff Department: A department responsible for 
the cevelopment of policies and meti.ods for the verformance 
ef its svecialiized functions under the immediate direction 
of the staff executive in charge of the desartment, and 
weleh cannot apply its plans, policies, or methods directly 
to dine units, but rather must obtain ap -rowal to do its 
work through the superior administrative ex.cutives." 

This paper, then, will discugs some cf the -rineiples 
of staff organization and use in militar; services and in indus- 
trial enterprises, endeavoring to synthesize the :ritings of 
various euthors on the subject by oresenting tne opinions of 
some contemoorary writers which express the majority view. in 
the miiitary services, naturaily, the books on the subject reore- 
gent official doctrine, and since there can be only one doctrine 
for the fundamentals cf staff organization within a service, 
there is little if any divergence of opinion in basic conceots. 
These can be found im official Ravy and arm; .ubdlicationa, and 
in writings on the subject by military authors. VWost writings, 
however, are confined to aspects of organization within a staff, 


since for reasons mentioned defers, this aspect of a staff can 


vary any place. The basie concepts are well cevered in official 





i, «os ' 
A. & Benn, the Management Dietionary (New York: 
Exposition Fress, 125<; 
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wo gan 
documents. The written material on staff cencepts in Industry 
are mot so well defined anc there are unlimited sources of 
reference, 
Thia brief inspection of tie iine-staff principle will 


be examined in more detail in later pages. 


Hiistory of Staff Development 

The background of ataff develosment is naturaliy as- 
sociated with military services, The first record of a military 
staff dates back to 1600 B.C. and Thothmes 1, Pharoah of Bgypt. 
While details of this staff are not clear it is known that as 
eariy eas Sou B. G. the armies of Egypt and Syria were. sing staff 
including sections for Intelligence, Administration, Logistics, 
anc Engineering. Many of the writers on this subject nave turned 
to the Bible for reference, turning to the Book of Hxodue, 15th 
Chapter. Here, Jethro, as the staff, advises Hoses to celezate 
responsibility and authority to “able men” and to delineste their 
functions and responsibilities, “Moreover thou shalt provide out 
of all people able men... and let them judge the people at all 
seasons, " 

Gustavus Adiphus of Sweden is genecraliy recognized as 
father of modern warfare. His staff system develozed in the first 
part of the seventeenth century, served as a model for Luropean 
and British staffs which foliowed. 

Staff systems in the United States had their beginning 
vith General Washington in 1775, Since trhat time the Army genera 


staff system has been discussed pro and con by the Army and Congre: 


— | 
—el «| Vi vnc! a ee Gee all 
tt hina. —it, =) <> aD | a t 














: : ett = = “- —— ee vale eo 


' 2 — ‘seat eS PS. a 
i. @ - es —- F => <= —& oo ~- © & 


. amr eal 


oa * ~<a) enw eel ced = ayy | ieee 
—— a Cm fee om! oT) @ omer fT 
Pee we eit ee a Si —w oo oem hati te Sol 
= 





on Bem 
and was eventualiy cocified oy lexsislation in 1906, lyucl, and 
L250. AS @n insight into the 1 vortanee with Congress attached 
to the staff system of the army there is the feliowlng resort of 
the house Ellitary Affairs Committes, John Coburn, Chairman, in 
february, id75. 


"fo adjust and perfect the subbie and intricate 
machinery by whieh great masses of soldiers are to be fed, 
clothed, armed, moved, inscired,with confidenes, snd 
car: ied through victoricus battles, is, sfter ali, wrapped 
uo in the oerfsection of the staff erganization, Take the 
best fisid o ficers, take the best drilles soldiers, take 
a woou cause, take all natural advantazyes of situation, 
end take away from the general the Inderencent aid he must 
heve in an efficient staff, anc neither courage, good eon- 
duet, nor skili in the ijne can redeem 2 iarsge aray from 
the character or a mob." 


AS might be expectec, most of the aryiments over the 
army General Staff Corpa arose over ibe cues ions of meney to 
SGevert suek: an organisation in  veave time, The Listory of this 
gountry umtil recent years pasa been marked oy an extreme reluc~ 
tance to support an amay except when actually engs,ec in fighting. 
However, in lwé4yv two Gontemporary writers bad essentially the 
gase thing to say as Jormm Voburn in L&S7o. 

“The major fumetion of the steff orgenizgation of a 
military umit, therefore, is twofold: (1) without thia sup- 
pert it would be imepessible for combat troogs to successfully 
engege an enemy, (1) with staff sasistance the commanting 
general's s5an of «nowleage is extended go that he may con-~ 
prehend every aspect af bis command whether tre prevailing 


cireumgatances ars the horgad ones of reacetime or the Come 
plicate: cones of battle.” 





+e. S. Gongress, House of Representatives, Committec on 
Biiiltary affeirs, Tire Staff Desartmenta of the ©. 5. army, A com- 
pilsetion of hearings on this wubject compiles by Herman D, fheeve, 
Glerk of the Comittee (Goverment rrinting Offles, 19a.) 


“simore Feterson and #. B. Plowman, Business Organiza- 
tion and Managewent (New York: Hienmsrd Lb. Irwin Inés, Lv49) 
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The historical development of military staffs haa cul- 
minated in two somewhat different organizations as used by the 
Navy and army. The Air Foree staff is essentially « copy cf that 
used by the army with different terms substituted. Alithough the 
gtaff organization is somewhat different, the basic stsff func- 
tions and methods are similar as will be illustrated, The basic 
organizationai differences resolve thexsecives inte the Army 


gpenersl-special staff and the Navy integrated staff, 
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Il, MILITARY STAPF CORkCE:TS 


U. 3. Navy 


In military parlance the reason a staff is organized 
and what they are supcsosed to do is referred to as mission and 
function. The mission of the naval staff as defineu in one 
publication is: 

"To assiat the Commander in the discharge of his 
coumand functions.’ + 
in this same pubiication are listec the functions of the staff 


which will enable the staff to assist the Commander, They sre: 


"1. Gather and evaluate detailed and accurate 
information in order to advise tiie Commander on ali phases 
of the existing situstion. 

<. Vevelop zvolicies and »yrevare slans, schedules, 
and directives for the Commander basec on higher ¢ireectives. 

Oo. Disseminate information and directives to 
subordinate comnunders end information and rg@perts to higher 
authority In order to assist the Comsander," 


Within the frameworx of t:is broad mission and functions 
‘the Navy staffs overate, iowever, as mentioned earlier, the speei- 
fie organization which these staffs may take varics considerably 
from one level to another and fre one activity to another, As it 
might be inagined, certain broad erincioles of organization heave 
been évolved to assist commanders in sstablishing the most 


——— 
u. S&S. Baval War Colleze, 


Organization 
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Principles cof Naval Staff 
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Ge 
appropriate staff for their particular commands. These princi- 
ples are not native to Navy staffs but can apply to other mili- 
tary and industrial units as well. These principies are: 


"1. Every necessary function in assisting the 
Commander should be assigned to a staff unit. 

<. The functions assigned to a staff meniber 
should be clear cut and understood. It is a responsibili- 
ty of the Commande: that this is done, and of the staff to 
comply. 

S&S. Staff personnel should report to but ore 
superior, 

4. Functional duty should be assigned to Ddut 
one guperior. 

5. Responsibility to perform a given function 
must be matched with authority. 

6. The Chief of Staff must exercise control and 
coordination of staff activities, 

7. The composition of the staff should never be 
permitted to grow so 6laborate us to hinder work accomplish- 
ment. 

8. The staff should be organized to assure proper 
coordination of related work, between Commander, staff, and 
other units of the command," 


These broad organizational principles, which were in- 
troduced because of their apvilcability to many situations, are 
applied by the Commanders in organizing the staff. But the 
specific composition of the staff depends on the current situation 
in many cases, especially the staffs of the operating forces, as 
contrasted tc the more permanent installations ashore. In these 
cases the principles above are applied to an analysis of the 
current situation requiring a staff. This procedure is outlined 
in another Navai publication. 

"Since it is the function of the staff to assist 
the Gommander in exercise of command its composition, or- 


Banization, assignments or duties and procecures must be 
appropriate to: 
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(a) Kesponmaibility of the Commander (1.e. major 
tasks assigned ) 
(b) Size and complexity of the command 
(¢) Nature of current and contemplated operations 
(ad) HKelative importance of operational and admini- 
strative activities 
{e) Facilities (office space, communications,ete. )*+ 

From @ reexemination of the above it can be seen that 
the mission and functions of ali Navy staffs will be easentlially 
the game. That is to assiat the Commander by the serformance of 
certain broad functions. Further in organizing nis staff to per- 
form these functions the Commander has certain princivles which 
are applied to insure that the functions will be performed effi- 
Glently, witi: a maximum degree of coordination and a minimum de- 
gree of duplication and confusion. And, lastiy, each Commander, 
in the composition of Lisparticular start, must make some analysis 
of the ssecific nature of the assistance he wills require which 
resuits, in effect, in a group of srinciples of "staff composition,” 
to be useu as a guide, 

In the Navy apcslication of the orincivies results in one 
integratec staff umit whieh scerforms virtually the same functions 
and duties of the Army gencral and special staffs. Generaliiy, 
the space limitations absard maval ships has vrecludeca any exten- 
Sive staefi develooment, wich: is ome reasom for the adostion of 
an integrated staff organization, 

Within the organization certain relati ns exist between 


the Commander, the staff, and subordi «te commande:s, They are 


Listed as follows: 





+H. S. Navai War College, Staff Systems (Uctober, ivol) 
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"1. Staff versonnel are solely assistants to th 
Commander. ali their authority flows from him and must be 
exercised in iis name. 

<.- Certain authority may be delegated to officers 
of tre staff. This celegation of authority aoes not inciudce 
surrender of responsibility. 

&. ““Githin the scove of such authority officers 
of the staff suvervise the execution of slans and orders and 
take such action as is necessary to carry out the Commander's 
policies. It may be necessary to deal directly with commnan- 
ders of subordinats units, byt voliey ceciasions must be 
cleared with the Commander,’ 

These aspects of sateff relations repeat, in effect, 
the earlier statements in respect to line-~-staff organization, The 
Commander retains responsibility, tie staff assists but has no 
authority of its own except as expressly states by the Commander. 
the dictionary definition of a staff, alresdy stated, presents 
this same concept as it applies to industry. A sample chart of 
the organization of a typyical osersting naval staff showing the 
usual sections emoloyed follows this page. 

The Steff system in the U. 5. Army is characterized by 
the concept of the generai staff and the svecial staff, which 
combined render aporoXimately the sume services as the KRavy inte- 
grated staff, “he exception being the fact tiut special ataff 
officers may be in comsand of troops furnishing specialized ser- 
vices such as communications. in writing about the dcevelopment 
of the general stafr one writer mace tne following comment: 

"AN analysis of the develepment o{f the general 
staff leads to the inevitable eonclusion that there would 
be no need for its existence if it were physicaliy possible 
for a Commander to wrform ,ersonally the military 


————— 


U. S. Raval War College, oo. cit. 
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managenent functions of planning, orgeniging, commanding 
and controlling." 


This comment is presented in order to exoiain that the 
term “general” refers to the fact that the staff deals in all 
general matters of the command in which the Commander is interested, 
and does not refer to the army rank structure. In comparison, the 
Special staff is concerned with certain functions: soecialtiess,. 
According to the General Staff Officers! Manual: 


"General Staff Groun--organized sco as te include 
ali functions of Command and com.:osed of officers of the 
General Staff Corps and officers detailed as assistants, 

Special Staff Group--consists of all staff offi- 
cers assigned, attached, or who have duties at headquarters 
but not in the general staff, it includes tecimical spec- 
ialists and heads of technical services." 


These definitions explain the personnel who mare us the 
different staf.s, but 4a clearer olcture of the distinctlons of tne 
two can best be gotten by a orief eummary of their respective 
functions, 


"l. General staff gecti.ns are usualiy G-l Personnel, 
Geo Intelliz,ence, G-5 Onerations, G-4 Logistics, General staff 
officers advise the Commander, translate his decisions into 
plans, write directives, tramsmit cirectives to subordinates 
for execution of orders, recommends revisions to current dire 
ectives. in short, the general staff extends the Conmander's 
capabilities, thereby makingit possible for one man to emcloy 
ali the forces under his command in the most effective manner. 

2e special staff is composed of officers repre- 
senting specialized activities such as Engineer, Finance, Con- 
munications, artillery. It is commanded by the conmmandin, of~ 
ficer and its functions are coordimated by the general staff. 
it assists the general staff in planning and in coordination 
o* *heir parttester teehnicai oF SGI NLSUrauave sovereicics. 
they exercise technical suservision of corresponding staff 









> Sena Hobert Beishline, Military Management for National 
Defense (New York: Prentice iiall Company, LYoO) 
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U. S. Army, General Staff officers' Manual 
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sections and activities of sybordinate units and establish 
liaison with higher staffs." 


The mission and functions of these staffs is not too 
unlike that of the Navy staff and 4 repetition here would not re- 
veal any new functions. As mentioned before, the only difference 
is that in the Savy staff the general and technical advisory ser- 
vices are combined. In the matter of relationships of staff to 
line officers srising out of the performance of these functions, 
however, the Army sublications are quite explicit in meting these 
relationships clear, 

"4 staff officer as such has no authority to com- 
mand, Ali policies, cecisions, and plans whether originating 
with the Commander or with the staff must be authorized by 
the Commander before they are sut into effect. When a staff 
officer by; virtue of deleyated authority issues an order in 
the name of the Commander, responsibility remains with the 
Commander even though he may not know of the order."* 

And so that a ataff officer may know the limits of his 
authority in respect to the i»eportant function of supervision 
the same reference makes these instructions: 

"Staff supervision is the process of advising other 
staff officers and individuals subordinate to the Gonmander 
of the Commander's plans and policies, interpreting those 
plans and policies, assisting such subordinateg in carrying 
them out, determining the extent to which they_are being 
followed, and advising the Commander thereof.” 

in respect to the composition of the Army staff, it will 


ve remembered that Nayy staffs were composed after analysis of 





15. S. Naval War College, Staff Systems (October, 1052) 


“yu. S. army, Staff Officers! Field Manual 


“Ibid, 
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- 7 
situations confronting the Commander. However, sexperience has 
shown that Army Commanders are usually faced with sisilar prob- 
lems and the G-l through 4 sections encompassing Personnel, In- 
telligence, Operations and Logistics has historically proved 
satisfactory. This had an added advantage of easy lisison since 
staffs at ali levels are organized the same way throughout the 
Army. Recently, however, additional problems facing Army Com- 
manders has introduced a fifth section which may vary somewhat 
in different commands, A sample Army staff organization chart 


follows this page. 


The Chief of Staff 

A staff position that tius far is unique to military 
staff systems is the position of the Chief of Staff. His duties 
in an Army or in a Havy staff are practically identical. The 
position of the Chief of Staff is weil derined by the military 
and all officers recognize the responsible position which he 
holds. The way in which one service publication defines the 
position and duties is stated below. 


"The Chief of Staff is the principal staff of- 
ficer assistant and advisor to the Commander. He is the 
primary coordination agency of the command. His authority 
is delegated to him by the Commander, Ali officers of the 
staff (general and special) are subject to his orders in 
matters vertaining to staff duties. 

The Chief of Staff isa responsibie to the Comman- 
der for ensuring that the organization, administration, 
training, and operation of all activities of the command 
are carried out in accordance with the policies and plans 
of the Commander or higher authority. 


Duties: 
1. Formulates and announces policies for 
the general operation of the staff. 
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2. Directs and coordinates the work of the 
staff within the Command and with other staffs and commands. 

S. Keeps the Commander informed on ali mat- 
ters relating to the command, advises the Commander on 
policy. 

4. Kepresents the Commander during his tem- 
9erary adsences or when authorized to do se. 

5S. VGoordinates and aliots the work of the 
staff in preparing plans and orders, submitiing final draft 
to the Commander for aporevai. 

G6. By personal observation and with assis- 
tance of staff, sees that the orders and instructions of the 
Commander are executed. 

7. Wakes a continuous study of the situation 
with a view to being crepared for future contingencies. 

8. Requires all ataff officers to inform hin 
of information given or instructions received as a resuit of 
direct contsct with the Commander. 

3. Establishes liaison with adjacent, higher, 
subordinate and gupported units; controls liaison personnel 
and activities." 


It should be explained thet the Gnief of Staff has no 
line authority over subordinate commanders but bears the same re- 
lationship to them as do other staff officers as already discussed, 
tie can be considered as the directing heaa of the staff over which 
he may bo considerec te have limited line authority in matterg 
pertaining to staff functions. There is no Chief of Staff posi- 
tion as such in industrial staff organizations although some of 
his duties may be performed by one of the executive officers of 


the sompany or an exccutive assistant. 


General Military Staff rrinciples 
In coneluding a discussion of military staff systems, 
there are a few principles or elements of these systems which 


have not been mentioned heretofore. Uowever, they are of 


Ly, S. Haval War College, Principles of Naval Staff 
Organization 
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as] 
importance because of their widespread apolication and adaotatien 
possibilities by staff organizations in industrial enterprises. 
The; will be touched on briefiy here, 

fhe neeo for flexibility in the organization of military 
staffs cannot be over-enosliasize:. Stafforganization cannot long 
remain static in face of changing functions and still effectively 
serve the Commander, hen new missions are assigned, new funce 
tions may aprear, and corresvondging adjustments in staff organtza- 
tion become necessary. Achieving this flexibility is a responsibi- 
lity of the Commander, who is most cognizant of changes in the 
problems and tasks confronting him. 

The work of the staff in mwilltary language is referred 
to as “staff action." A descrisyticn of the charecteristics of 
yood staff work is Pound in the General Officers! Steff Kanual. 

"Staff action must be characterized by scundness, 
timeliness, anc completeness, Soundness is secured through 
training, experience and judgment of staff officers. Time- 
liness results from quick, efficient work, unticipatory 
Slanning and good judgment. Completeness is secured when 
ataff officers present plans and proposais which Lave been 
fully coordinated with all agencies vitally concerned and 
are in such form that the Gommander can take final action 
to aporove or disap. rove the prpposal and si-ulteneously 
initiate the action necessary." 

It would appear that a group of supermen would have to 
be assembled to achieve these resuits. However, the characteris- 
ties of good staff officers are not infrequently found in the 
military. They require the cersonal quaiities of loyalty, energy, 


health, initiative, ,ood judgment and avove all tact in dealing 


with subordinate line officers Guring supervisory functions. A 


U. S. army, General Staff Officers' Manual 
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friencly ezirit of ecoreration is essential in txis regard as wel 
as consiaeration of the views of otber »ernsons, 

Overstaffing is an evil that besets many orgenizations, 
and this tenugeney s:on.ld ve carefuiiy avoidcged, It must be renew- 
bered that the structure of a staff is cependent ucen the mission 
and tre tasks facing tie commana. The functions of the staff 


should be cdlvided up among the varicus sections, eare beinp, taken 


ee 


that one function is not assignes te more than one section, and 
that only functions contributing to the success af the commana 
are assizned. This tendency to overstatf or “emoire building” is 


the main raector working a,ainst effective sbalfr action as dese2 


3 
on 


42 


ADOVEe. 





-— oe ol 
=—_ 
a ee rt 


a - 
— —— ah 
— —— a 3 
—— a a Cay pe 
nn il el ee we ant 
a ; 

















i WUSTRIA! Wi Ut Tome 
Iii. LNDUSTR ike “oor i mets 


The Staff Assistant 


Probably the first evolutionary unit in ths development 
of industry staffs is the staff assistant or “assistant to" ag he 
is callea by some writers, Tnis latter appellation is to distin- 
puisn him from an assistant in the line chain of command. staff 
assistants may assist an executive in a capacity similar to an 
entire staff or he may be a special assistant in some particular 
s,ecialty. in tris latter case as 2 business develoss he may and 
up readings, a separate staff section. In the former case he may 
ve the forerunner of a comlete staff system, with assistants be- 
coming, heads of staff devartments, 

in most cases, housver, "executive assistants are not 
functional experts. They assist executives in handling detaiis of 
their work." the ex.erience gained in this capacity is often in- 
Valuadie in training versonnel to assume the duties of the executive 
which is not the situation ulth a staff officer, in kis book on 
organization, Alvin Brown describes the assistant: 

“In order ts extend his capacity, a orincipal dele- 
gates scortions of kis ressonsibility., He may ania ge an as- 


sistent who will assist him in the verformance of some delini- 
ted area thereof, It is the orinecisal's Intention that the 





i. FP. Alfora and H, R. Beatty, rrincinles of Industrial 
Management (New York: Honald Press Company, iIyol) 
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obligations of others (sabordinates) shall run direct te 
himself (not via the assistant). 

The prineipal having two areas of action, en as- 
sistant may assist him in two ways: in the cerformance of 
his reserved resoonsibility, or in the exercise of guper- 
vision, or both.” 

Thus it avpears that the ‘assistant te” sarticivates in 
the responsibilities of his executive sucerior but no resoonsibi- 
lities are deleated to him as might be t:.e case to a denuty. 
General Eisenhower has stresse.:i the opinion that “business men 
made too little use of the staff assistant." He reported that his 
own practice was to have at least four or five such assistants, 
able men, closely trained by him and comoletely famiilar with his 
decision-making, habits.© 

A list of the duties that a staff agsistant might ver- 
Yorm would include the following: 


1. Research, analysis, and writin, of policies, Slans and 
procedures, 


we wotudy of market condition, competitisn, government regue 
lations affecting the business. 


4. Coordinaticn between staff departments in lerze comoanie: 
4. Design and study of management control reports. 
Se Preparation of organization manuals and charts. 


56. Part-time functions such as vublic relations, screening 
Visitors, etc. 


7. suoervisicn. 
These duties would follow from the concept that the assistant is a 


extension of the executive's versonality, thet he hus no suthority 





L 
Alvin Brown, Organization, A Formulation of Principle 
(New York: kEibbert Printing Company, lv45) 


2. : 
Ernest Dale, Planning and Developing the Company Organi 


gation Structure (New York: The “merican Management Ass'n., 
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<iitin. 
to act in his own name but only in the name of his chief, and 
that he is junior to the line executives with whom he must wrk. 
Heedless to say, tact and diplomacy must ve features of his daily 


routine, in his capacity of a one man staff. 


The Industrial Staff 

Before discussing the concepts of staff organization 
and use in industrial firms a orief summary of the Line-staff 
principle of organization is in order. Understanding this form o: 
organization is vital in making a staff system work and is the 
source of most trouble in industry, fhe military has little or ni 
difficulty with the line-staff concept. Upon this concept are 
based the fundamental relations between Line officers and staff 
officers which can so often be a source of friction. An article 


in Advanced Management states: 


"In the line and staff organization, the staff is 
attached to the line at any level in order to assist the lin 
the executives are responsible for all aspects of line opera: 
tions, but may be unable toc become familiar with wil the as- 
pects. fhe various stafr departments concentrate cn carts o: 
the lines! total duties so us to advise and assist the line 
in discharge of greater resvonsibility. The staff reduces 
the line executive's probleme of span of control, span of at. 
vention,, span of personality, span of mentai and piivsical 
efrort," 


in sumaary then, the line has responsibility ans comnan 
of operations. The staff can be loozed upon as tie men sho at 
the direction of the executive line head, will study and an- 
‘ alyze problems, develop plans, and recommend policies so 


the executive head may have before him all of the facts 





tuaiiian RK. Spriegel and Joseph K. Bailey, The Staff 


Function in Organization (Advanced Management, Karch, 192 
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~Lie 
and opinions upon which to base his operating decisions. 

The functions that the staff assumes ars largely out- 
growths of managerial functions that were originally located in 
the line. Accordingly a staff function can be anvended to the 
line at any command level. It is the same situation as staff 
seryice in the Army. If the “ommander or line executive were 
able himself to study out every problem, investigate personally e 
every decision that had to be made in every specialized field, 
and himself direct and supervise every detail of his command or 
business, then there would be ne need for a staff. Obviously this 
is impossible. In the growth of business into large complem cor- 
porate structures the development of a staff organization has been 
a@ necessary adjunct to effective executive administration. 

The mission and functions of staffs in industry, although 
couched in somewhat different terms are essentialiy the same, The 


raigssion ia still to assist the line executives. iIn the matter of 





functions there might be a distinction according to the type of 
service the staff is rendering such as general planning or a tech- 
nical function. In any event the following list of abbreviated 
functions developed by one writer covers nearly every situation: 


"lL. Management planning and policy making. 

2. Organization planning. 

5. Goordination and supervision. 

4. Management control reports. 

S. Design and installation of procedures and methods. 

6. Operator participation work improvement orograns. 

7. Administrative controls. 

&,. Departmental operations audits and investigations. 

9¥. Administrative issuances, edit, revise, and issue 
directives and manuals. 
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10. Speciai and technical. problems. 
ll. Management research." 


The level of management at which any specific staff is operating 
will, of course, determine the extent of specialized detail Iin- 
volved in some of these functions, and wili affect the order of 
their priority of duty. Ina laerye company for example special 
and technical problems would be of great i portance at the factory 
level, while for to, management control, reports would be impore 
tant anc the technical problems woulc vrobably oe factors in plan- 
ning and policy making. As mentionec, staffs can be uttached to 
the line at any level and obviously, ali these Yrunctions are not 
cerformed at every levei., in contrast, in a military staff, one 
set of functions covers the situation at all levels. 

While staff functions may not be as clearly cefined as 
some cepartments suc:: as manufacturing or sales, it is in the mat- 
ter of relationship of line anc staff officers in cischarging 
their various responsibilities thst most difficuities arise. In 
the matter of resconalibility J. K. Louden states: 

"Funcamentally the Line is responsible for end ree 
sults, and the staff is responsible for adequacy of the pro- 
gram for that function assigned to it, the adequacy of the 
methods and procedures for conducting that function, the 
quality of the service it renders line departments through 
assistance and advice, and the evaluation of the efriclency 


of the line operation in light of the particylar function's 
stated and mutually agreed upon objectives.” 





*. W. Reilly, "Why Short Change the Chief ixecutive on 


Staff Assistance?", rersonnel Magazine (September, 1147) 


2 
J. K. Louden, “Line and Staff--Their Roles in Organiza- 


tion Structure", Advanced Management (June, 194:) 
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litle 

the above and the writings of other authors clearly de- 
fine the responsibility and authority of the line cfficers and the 
responsibility of the staff cerartments, but it is in the matter 
of staff authority that difficulties arise, Without any line au- 
thority, kow can the staff accomplish all these functions? Is 
their responsibility discharged by advising the line executive? 
in most cases the answer is HO. in the functions of supervision 
and coordination, for example, and to a lesser degree in planning, 
it is necessary to exert tie authority of their ideas without any 
special delegate: authority to do sow. Ernest Dale has submitted 
a list of staff metious of exerting some authority which Is repre- 
sentative of most opinion, 

“lL. Through superior articulation, Staff men must 
be more articulate and sxilied in persuading others to accept 
their ideas. Get iine executives to accept ideas by argument 
and negotiation rather than by forcing authority. Use infor- 
mal approach, tact, and diplomacy. 

2. Tfhrough technical competence. Staff snecialist 
has technical skills and xncowledge not vossesse: vy the line, 
his advice, like legal co.nsel, may have to be accepted, 

S. Through status. Hany staff specialists are con- 
Siderably higher in the mana,ement hierarchy and in salary 
scale than the executive they advise and are able to obtain 
acceptance om that account, 

4, Through sanctions, Staff sanctiv-ns muy be so 
influential as to lead te demotion or removal or opvonents. 

So. By defauit, Line executives may depend on 


staff speciasists to reach decisions they are uneble to make 
themselves." 


By studying this list it becomes apparent that, assuming 
technical competence, the human relations aspect in line-staff in- 


- teraction is most i cortant. Tact, diplomacy, »ersuasion seem to 





1 
Dale, op. cit. 
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crop up in any discussion of staff organization. In addition it 
is necessary that line crficers be educated to use staff services 
and this, of course, requires that tos management give its su-port 
to the staff organization. Whatever authority the staff devarte 
ments exert must De done with care, and disputes thst cannot be 
avoided should be referre: to suverior line executives for decision. 
Because staff organizations in individual businesses do 
not have the well defined doctrines to guide ther ag do the mili- 
tary services, there are certain comnon J:itfalls or errors that may 
beset them. These may be mistakes of staff organization, of staff 
action, of the sosition of staff within the business, and of human 
relations. Below are enumerate: a few of these oitfalls, 


“lL. Staff advice may be confused with an order, 

ze Line officer may lean too heavily on staff and 
thus weeken his position and organization. 

So, Strong line officers may not use serviess of 
staff thus causing latter to weaken, 

4, Line executive falis to define for staff the 
functions they ere to perform, performance standards, and 
results desired from stafilr, 

5, Staff not reseonsible for results, and may rely 
on line officers to catch defects. 

6. Staff officers, with desire to exercise autnority 
instead of using persuasion," 

7. “attempting to bglster a weak line organization 
by increasing staff functions." 

8. “Improver determination of the management level 
and executive position to which staff should logically report, 

ve. Staff should be free of devartmental obligation, 
influence or bias, should be able to take broad viewsoint." 

1O. “Staff divisions cost money in terms of salaries, 
office space, etc. The soverations of such departments tends 
to become a fixed overhead exvense item.” 


Most of these pitfalls can be avoided if the line officers 
remember that theirs 1s the fina: resonsibility for keeping the line 
rs - weigation in a balance. relationship. 

Spriegel and Bailey, op. cit. 


SLouden, op. cit. 


Sp, 3. Holden, L. S. Fish, and H. L. Smith, foo Management 
Organization and Control (Stanford University Press, id4T) 

44illiaa H. Newman, Administrative Action (New York: 
Prentice hall Company, 1951) 
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Gorporation Lxamples 

The staff organication of the Generai Motors Cor soration, 
one of the largest industrial combinations in the world, uses the 
staff organization in various leveis of the company. bach of the 
forty-eight separate divisiona of Generai Botors designs, develops, 
manufactures, merchandises and advertises ita own products, as well 
aS hiring and training employees, and has its own staff organization 
to assist in these functions, Amon, the sevarate divisions are 
Buick, Chevrolet, Allison, Frigidaire, ete. Althouwh these divi- 
Sions are autonomous to a degree tiey have the resources of the 
corporation as well as the central office staff facilities to as- 
sist them, 

in respect to the central staff facilities and organiza- 
tion-which are shown on the chart following this page, there are 
two divisions called the “General Staff" and the "Financial and 
Legal Staff". actually, considering the generai staff and special 
staff concest as defined by the army it is ap arent that the two 
General Motors staffs are uctually special staffs. They are con- 
cerned with functional specialties and not with the overall v>rob- 
lems of the chief executive. iach section is headed Dy an execue 
tive, wually a vice president, whe serves an advisory capacity to 
both overating division managers and corporation executives. veneral 
stuff activities, by m litary standards, are more closely akin to 
the functions of the O-eraticns Yolicy Committee, whose membership 


is made up of corvorationsexecutives including he.ds of staff 
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rolicyholaers Service Bureau of the Metropolitan Life 
insurance Company, Busines: Organization. (New York: June, 1947) 
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cepartments. this committee is braken down into eleven policy 
groups which reaemble staff departments in their function of 
policy recommendations,+ 
The E. I. Dufont DeNemours Company is si-ilar to Gen- 
eral Motors in that it has its o»verations divided into fairly 
indepencent departments, ten of them, based on »srcducts manuface 
tured. fheir central comvany organization inecludea an bxecutive 
Gosmittee which closely resembles a military general staff. As 
a committee the geroup is a solley making boay as well as a aucer- 
visury body. It suve:vises and coordinates the activities of the 
overating departments, »asses on general oclicies and projects 
proposed by the departments, and endeavors to keen the whole or- 
ganization co -rdinated and in proper balance, The sresident of the 
company is the chairman of this comeittee. Supplementing the exe 
ecutive committee there are fourteen staff departments, headed up 
by directors who renort to the committee and to the president, 
These staff departments are cesigneu to assist the manufacturing 
departments in their orobdlems, to conduct inaesendent studies 
which may be of value to any one devartwent or to the entire come 
pany, and to a@ugment the staffs of the manufacturing departments,< 
Following the General Motors organization chart there are 
two other charts which are included to give resrezentative viewe 


points on how the top management levels are organized to include 





i 
General Motors and its feonle, An american Industrial 
Team (Detroit, Michigan: General Motors Company, February, ls«v) 






2 ' . 
Memorandum on the Organization of tie Duront Company, 
A mimeographes report oy the L, I. DuFont DeNemours Company, 
September, Lesd. 









artes Te yale < 
‘hl Meg? tar et 


_ 


: 





«Sle 

staff sections. It ig to be noted that in each of these examples 
where the staff departments are fairly memerous, there is a vice 
president in charge of several steffs. This vice president is the 
industry counterpart of the Chief of Staff in military organizations, 
and his functions in coordinating the efforts of the various sec- 
ticns are similar to those of the Chief of Staff. Also it is 
noted the recurrence of similer staf* sections in each of the come 
panies. 

in &@ research study conducted at Stanford University it 
was found that out of twenty-six corporations studied the number 
of staff departments ranged from eight to twenty-six, All told 
more than fifty aifferent staff agencies were found. The extent 


to which these companies have specialized agencies to handise the 





more common staff functions is indicated as foliows:+ 
Staff Agency umber of 
Companies 
accounting _ 
rurchasing ats 
Traffic mae 
Product or Process Research a 
General Inginesring a6 
Credit So 
Pax 25 
Pergonunel Nsiations = 
Patent ev 
insurance 18 
Budgetary Control is 
Cost Control or Industrial sngineesring is 
Order and Distribution Lo 
Public HKelaticns 1o 
Market Hesearch . 
Real Estate : 
Beonomics or Statistics 3 
Organization e 
ierchandise 4 


holden, Fish, and Smith, op. cit. 
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This table gives some idea of the relative importance 
attached to varlvus staff functicns. It is interesting, to note 
the importance attuched to the Tax function by these comvanies 
in contrast to activitles such as Budgetary Control and Statise 
tics. Fossibly it indicates taxes are so great an item of exe 
pense that more money can be savec by their csreful study than 


by budgets and business statistics, 





IV. SUMMARY 


In sumamarigins this aiscussion of military and indus- 
trial staffs it is appropriate to repeat once more the staff cone 
Cept as it apvolies to these two organizations, 

"The staff officers of a military unit ani the 
staff executives of a business concern are identical in 
principal and surpose, That is to say, the members of both 
groups are specialists who occupy sesitionsa which are so 
designed that they may give aid ana advice to superiors in 
important technical matters relating to solicies, strategy, 
and procedure. They issue no orders... From them sug;es~ 
tions move up to superior officers in wharrests sover to 
transform such suggestions ints orders wi:ich in turn flow 
down through the line." 

Although this concept is similar for beth instances 
there are Some marked differences. 

In the military services the position of the staff is 
well defined by official regulations smd through long usa,e. Its 
Value has been recognized over hundreds cf years, has been “he 
subject of considerable study, and has been testec under the dise- 
cerning conditions of combat. There is seldom any misunderstanding 
amon, staff and line cfficers relative to the authority and re- 
sponsibility of each. Undoubtedly the structure of ranx in the 
military service is a factor in keeping, these r*lationshiogs 


straight. In addition, military officer, through years of training 


and experience, realize quite clearly the limits of their own 





s peterson ana Plowmar:., op. cit. 
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authority and just as clearly know who is their iameciate superior 
in the chuin of command, 

in industry, however, these differences are not 30 
elearly defined, The concept of a staff, its position in an ore 
panisution, and the Limits of authority and ressonsiblility of 
staff officers, and in some cases even line officers are not codi- 
fied as they sre in the military, Neither is there a long back- 
ground of staff experienes to draw upon, nor have the individual 
staff and line crficers been long trained to recopmize the position 
of each other. Friction, jealousy, lack cf mutual understanding 
and other outgrowths of unsound or vague celinintions of functions, 
responsibliities, and authority @ro: up to slague industrial staff 
erganizgati_ns. it ls true that the organizationai sropiems in 
various industries may differ, but a sound tewatise on staffs to 
which all industry coula refer for answers is much to be desired, 

The problem of husan relations is still probably the 
most isportent aspect in the smooth interworkin, of staff and iline, 
There is no easy answer to this problem, in fact there is no final 
golution. Human emotions and rexcticns defy prediction. It does 
seem, though, that the burden of harmonious action rests on the 
staff officers. Lane officers give orders and they are followed, 
Staff officers have no such authority and must persuade and cone 
vinee by diplomatic action. Unee industrial line officers are 
convinced of the value of staff services, as is the case in the 
military services, this burden of the staff officers wili be con- 


siderably lessened, 
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At present, industrial staff organization is of the 
Navy integratec staff type, or consists of army type special 
staffs. There may or may not be a coordinator of these different 
staff departments depending on their number. The use of a Chief 
of Staff would in mahy cases be of great advantayve to a business, 
A line executive with eight or ten staff departments reporting 
directly to him is definitely in nm impossibl« position in ree 
spect to assiniiating their ideas into one decision. One of the 
advanteges of military staff action is that the completed stuff 
work presented to the Commander has been fully coordinated by the 
Chief of Staff. Without such a coordinating agency in a business 
it is asparent that various steff depurtments would have to resat 
to a committee system in order to get tox,ether on completed staff 
action. chis is ponderous, Slow, and lackin,, in decisive results, 
¥or smaller twusiness concerns the functions of the Chief of Staff 
could be incorporated in the cuties of an executive assistant, an 
executive could tien examine comsleted staff worn, could wore any 

revisions necessary with one man instead cf several, and issue 
any orders for staff werz to be done tu one man instead of many. 
Staff action should be desiimed to save an executive ti:e ana ef- 
fort, not add to his adwinistrative duties. 

The general staff-special staff concept of the Army 
could be used aivantageously by very large industrial enterprises, 
It should be remembered that the general staff is concerned with 
@li aspects of the command, not fust technicel preblems, a large 


corporation such as General Motors which. bus aporonximately sixteen 


separate technic.1l staff departments in its central offices might 
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profit under a Generali Staff system. These staffs would be di- 
vided into about four gronrps depending uscon whether their fune- 
tions pertained to control, service, coordination, etc. Then 
Lhese groups could ce headed by executives who would maxe up 
the penerai staff. in thie situation the general staff could 
then, as 2» unit, deal in the general oroblems of the oresident, 
calling upon the staffs in their grouv for information, researeh, 
and comsieted staff work, rossibig the fact that industry does 
not huve to face recurring problems whose sclution denends upon 
co.rdinated action of all staff departments, as in the military, 
hans lessened the requirement for a generai staff. In companies 
that have a very large number of staff denartmerts, ssme coordi-~ 
nating group such 43 a genera! staff is desirabie, 

it is generaliy agreed that tne objectives and functions 
ef a staff in the military and in industry are qite simiiar, 
However, it {is believed that this purpose could be strengthened 
in industry by the use of a coordinating staff agency, by utilizing 
a position comparable to the Chief of Staff, more clearly defining 
staff responsibilities, and by educating line officers in the use 
ef the steff. any imorovement in human relations accompanying 
these refinements would be another ste. towards erfective staff 


action, 
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